Purpose -In April 2007, the Canada Institute for Scientific and Technical Information (CISTI), in collaboration with Ingram MyiLibrary, launched the eBook Loan Service. The paper describes the management of challenges associated with the project as well as the background and context of the aims to eBook Loan Service model. Conclusions and future activities by the partners with regard to e-book lending are discussed. Design/methodology/approach -The paper addresses two main topics: how the eBook Loan Service model was developed, the challenges and risks, the outcomes and benefits; and to evaluate whether a project stretching across boundaries of geography and time as well as between public and commercial partners can be managed successfully. Through a literature review, the context of the e-book lending model for libraries is addressed, as well as the challenges of virtual project management. Findings -The challenges and risks associated with implementing the new service were resolved and the project was a success. Originality/value -The new service delivered by this project underlines the richness of new ideas emerging in the library community to improve access to scholarly literature in the digital age. With this model of affordable short-term access to scholarly e-books, libraries will be in a better position to serve the just-in-time needs of users in the electronic environment and end-users will have better access.
Introduction
In April 2007 the Canada Institute for Scientific and Technical Information (CISTI), in collaboration with Ingram's MyiLibrary division, launched a new service called eBook Loans (Scholarly Communications Report, 2007) . This service promises to deliver loans of e-books to libraries and end-users from the CISTI Catalogue through a link to the collections of major scholarly publishers stored on the MyiLibrary platform. How this new service came to be launched is the story of CISTI's approach to the particular problem of making e-books more accessible to its clients by developing a new service in collaboration with an international vendor partner.
Discussions of how to make e-books more accessible to end-users have only come to the forefront during the last few years, whereas similar discussions surrounding electronic journals took place over a decade ago. Accordingly, the switch from print to electronic journals is well under way, but things are moving much more slowly in the e-book market. Although many books have been digitized and made available by publishers, Google, libraries and organizations such as Project Gutenberg, growth in the usage of e-books is frustratingly slow, even in the most innovative university libraries (Holder, 2006) . While publishers and aggregators struggle to interest libraries and end-users in licensing or buying e-books, their restrictive licenses and digital rights management have virtually closed off traditional short-term lower-cost access models such as interlibrary loans (Falk, 2001) .
In an article written at the beginning of the new millennium and the inception of the first true e-book marketplace, Lynch (2001) wrote about the unique challenge facing libraries, whether to focus on the struggle to preserve fair use rights by discouraging the application of technical protection measures (TPMs) to e-books or participate in the development of a truly accessible e-book market for the benefit of users:
If appropriate pricing schemes can be developed, digital books targeted for e-book readers can offer some real benefits to libraries and their patrons. But in the quest for more responsive customer services, libraries must not overlook the longer-term societal goals and cultural mission (Lynch, 2001 ).
This dilemma is particularly true for national libraries such as CISTI who seek to provide new resource-sharing models in the electronic environment for the library and user
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Libraries, including CISTI, have identified that while many of the problems in delivering individual articles through interlibrary loan (ILL) resource-sharing networks have been resolved to the benefit of users, the delivery of books is still hampered by cumbersome and costly manual processing. New ways are being sought to make the delivery of print book ILL more efficient, such as direct delivery to the end-user, but the physicality of print limits the kinds of productivity breakthroughs found with article delivery. With the implementation of a full e-book loan model that breakthrough is finally possible. The opportunity for libraries borrowing e-books is to reduce costs associated with print book lending such as processing and mailing, physical storage costs, replacement costs for lost or damaged books and the lost productivity cost for the end-user associated with delays in the retrieval, processing and delivery of print books. E-books, on the other hand, are about fast and easy access to information (Garrod, 2003) . They are about "use", rather than about reading (O'Leary, 2003) . They bring added benefits over print, such as searching within the book, remote access and a larger selection of material available for immediate viewing.
From opportunity to launch, this paper describes the eBook Loan Service project from the CISTI perspective. Following a review of the relevant literature, the authors trace the activities related to the establishment of the eBook Loan Service, the partnership with MyiLibrary, the technology and e-commerce approaches taken, the risks and challenges met and answered regarding design, procurement, publisher negotiations, communications, managing loans for a specific group of clients, metadata loading issues, as well as a digital rights issue. The paper concludes by looking at the project benefits and next steps in e-book access.
About the partners
Recognized globally for its document delivery service, the Canada Institute for Scientific and Technical Information (CISTI), based in Ottawa, Canada, is one of the world's leading sources for information in all areas of science, technology, medicine and engineering. CISTI provides access to a wide range of products, services and relevant information for its clients in the form of databases, articles, e-books, conference proceedings and reports. It is also Canada's foremost publisher of scientific journals and books, through the NRC Research Press, its publishing arm. With the evergrowing knowledge-based economy, CISTI is also increasingly considered a key strategic component of Canada's science and technology information infrastructure. CISTI is an institute of Canada's National Research Council, a leader in developing an innovative, knowledge-based economy for Canada through science and technology.
MyiLibrary, an Ingram Digital Group company, headquartered in LaVergne, Tennessee, is a global provider of digital content accession, storage, management and delivery services to publishers and other content owners. MyiLibrary specializes in the production of world-class technology solutions for the distribution and hosting of e-books, journals and other content. MyiLibrary provides e-book titles from academic, commercial, and government publishers throughout the world. Ingram Digital Group, an operating division of Ingram Industries, Inc., provides publishers and other content owners with a comprehensive offering of digital content accession, storage, management and distribution services.
Literature review
In 2005, Clark and Thompson, writing about the ambiguous nature of the relationship between libraries, users and e-books, quipped "If you love reading, or even merely like it, then you probably do not read eBooks" (Clark and Thompson, 2005) . E-books continue to present a challenge for libraries in a way not encountered with the dissemination of electronic journals. Even in the scholarly community, for which e-books are well suited, acceptance is slow for a variety of reasons, such as access, standards, usability, TPMs and affordability.
New electronic products present challenges both in the advancement of new access models that fit the needs of institutions and users, and in the development process, which is expensive. This reality has tested the capacity of many entrants into the e-book market, which has seen as many or more failures as successes (Thompson, 2005) . Faced with this reality, finding an investor or partner to start a new e-book access service is difficult. Further complicating the issue for the new service, an e-book loan does not fit into the standard licensing or purchase models for e-books. It is something unique and more suited to the temporary and virtual needs of libraries and their users than the available standard licensing and purchase business models (Rice, 2006) , which increase risk.
The eBook Loan Service developed by CISTI and MyiLibrary, as a joint initiative, presents two observable sets of lessons related to the virtual world: 1 the primary being the creation of a temporary access model for e-books; and 2 project management across boundaries of time and space.
Both teach lessons about barriers and solutions in an increasingly connected world.
The lending model for e-book access The question of how to make e-books more accessible for users, whether by publishers or libraries, has been the subject of much (and heated) discussion since the inception of recent e-book platforms in the late 1990s. There is on the one hand a great concern in the library community, as expressed by Berube (2005) , echoing Lynch's (2001) thoughts that the future of the culture of the book and the library lending access model are at stake and that libraries must decide whether they are going to participate in the development of the model or put their energies into fighting to extend usage rights from the print world to the electronic (Berube, 2005) .
By the same token, pessimism about e-books and questioning the role libraries should play in their development is challenged by myth-busters who argue that libraries should seek a balanced and reasoned view of their potential (Gall, 2005 ). An important reason for a measured response is that consumers, and particularly the younger generation, are driving a demand for more electronic content that is immediately accessible wherever they are, whether the literature is found in a journal, book, or article because:
. . . users [. . .] do not care whether the information they need is found in a journal article, an entry in a reference work or a chapter in a book. What they do know is that they want access to this information 24 hours a day, seven days a week and 365 days a year (Holder, 2006) . Furthermore, conventional library usage studies show that users in the academic setting are being influenced by the changing consumer market and are increasing adoption of the e-book format even as they continue to use the print because it brings many advantages to scholarly research, such as efficient text searching, the ability to retrieve specific information and the convenience of immediate online access wherever the user is (Levine-Clark, 2006) .
Libraries have a pivotal role as a key market for scholarly e-books because of the cost and specialized nature and as such will have influence on whatever models succeed (Thompson, 2005; Bennett, 2006) . Extending this argument further, institutional and library sales and library participation in the business model that surrounds scholarly e-books are important to the success of e-book publishing (O'Leary, 2003) . Publishers wanting to succeed in this market should work with libraries to accomplish this (Herther, 2005; Daniels, 2006) . Furthermore, early optimism about the size of the e-book market is being replaced by a more conservative forecast of steady growth (Bogarty, 2005) . Since the "dotcom bust" in 2000, publishers have been moving cautiously, experimenting with new models, feeling their way towards workable access solutions for users that will result in sales (Thompson, 2005) .
In this context Fialkoff (2000) contends that libraries:
. . . should push publishers and developers at every step to consider a library model and we should help them to develop it. We can't (nor do we want to) slow or stop the ineluctable combination of technology and initiative that powers the new e-models. We can and should be part of the planning that makes it happen (Fialkoff, 2000) .
This statement made at the beginning of the millennium continues to resonate with the library community and has encouraged CISTI through the eBook Loan Service to collaborate with an aggregator and publishers to expand access to scholarly e-books by modifying existing technology. As a form of access, interlibrary loan (ILL) has been used to serve readers where the library does not hold the book or journal in its collection. As with libraries as a whole, ILL and document supply librarians have struggled with the dilemma of where e-books fit in the traditional ILL model. Already feeling the pressure of how to facilitate ILL for electronic journal articles within licensing structures, uncertainty about how to loan e-books only compounds the issue. Two barriers have arisen that prevent the easy sharing of e-books that exists in the world of print books: technology protection measures that curtail how the e-book is used and the fact that libraries typically license e-books (and do not own them). Both make e-book loan transactions difficult and reduce the available options for libraries and their users if the content needed is only available in an e-book (Garrod, 2004) .
During the CISTI eBook Loan Service project a discussion over an additional end-user log-on screen arose that brought up the debate over technology barriers to prevent unauthorized usage. The constricting nature of TPMs is of great concern to libraries and users who express their dislike by simply not using e-books (Craig, 2003) . Ultimately, the recreation of the freedoms enjoyed in the print book environment will be predicated on the reaching of a new understanding of usage rights in the electronic environment between creators and users. No progress will be made if the debate is framed only in terms of the technology. With a new understanding in place and in order to encourage usage and therefore sales, publishers will loosen technical restrictions:
Le droit de prêt reste avant tout un choix politique face auquel la difficulté technique de son application pourra de moins en moins être opposée. [The right to borrow is above all a political issue and less and less a technical one.] (Le Loarer, 2000) .
Another concern to libraries is that e-book licensing models do not preserve the traditional interlending model because the owner or licensee cannot offer the e-book to another institution without the borrower either having their own license to use the e-book or outright owning the book (Gee, 2007) . This ultimately defeats the purpose of resource sharing for occasional needs when ownership or licensing is prohibitive for the borrower. The problem was solved with print books by the creation of the interlibrary loan transaction. CISTI seeks to overcome this problem by offering an e-book loan transaction not linked to the licensing model. Some argue institutional licensing will dominate the e-book market (O'Leary, 2003) . But library take-up for the licensing of e-book collections has been slow and faces the same affordability barriers for libraries presented by large print book collection plans. This opens the door for the transactional model in the e-book environment.
E-books, because of their online and reader device access models, are a disruptive technology that libraries must adapt to, requiring new thinking and new approaches to best serve their user communities. ILL and document supply, one of the most innovative sectors of the library, is no different. Where there is a will, there is a way.
Cornish (2002), in his rhetorical question piece on whether ILL has a future in the electronic world, reflects on how interlibrary supply has been transformed by electronic delivery but that this is not necessarily a new paradigm but rather an older one changed by technology:
What technology often does is help us re-invent situations which have already existed but are now ready for modernisation or moderation (Cornish, 2002) .
Put another way, there is an opportunity to reinvigorate lending and using e-books by leveraging technology and so continue to serve the short-term needs of users when the library does not hold the item in its collection.
Solutions, including technological ones, on how to offer short-term loan access to e-books are hard to find in the ILL literature. Research on e-book lending is still in its infancy, showing that more discussion is needed. For example, Allen and Bucknell (2005) only briefly refer to e-book lending as part of a larger discussion about e-book licensing models. Garrod (2004) believes e-books will not satisfy interlending needs and that traditional print will continue to dominate ILL. Berube (2005) begins by talking about the barriers to e-book loans, but the explanation offered sounds more like licensed or open access and does not address the issue of individual e-book lending. Gee (2007) challenges libraries to adopt strategies to overcome publisher resistance to fair use in the e-book environment by lobbying national legislators, demanding better licensing rights from publishers as a condition of signing and encouraging open access e-book publishing. E-book licensing creates a conundrum for ILL librarians similar to that experienced with access to electronic journal licensing. It is expected that barriers will be overcome, but only gradually (Falk, 2001 ).
Models have arisen that have sought to adapt the e-book to a transactional loan model. Ebook Library, Inc. (EBL), an e-book aggregator, has offered a form of short-term loan to subscribers of its platform (Watson, 2004) . While this solution meets some of the need represented by interlibrary lending, it requires the EBL platform to participate and therefore is closer to a circulation loan model than the interlibrary loan or document supply model. Article or chapter downloads are also being offered up as a potential solution, which may well work in the scientific book environment where many works are edited collections. Neither solution offers the ability to browse and make copies of pages from a whole e-book provided by another library.
Without a clear direction for the library community of how to recreate the print book interlibrary loan model in the electronic world, the question remains: what will emerging models look like? Will they look like reciprocal interlibrary loans between libraries or more like a document supply transaction involving central suppliers or aggregators?
As the world moves increasingly towards a place where all scholarly content is born-digital, a simple fact remains: a single library can never have everything in its collection needed by its users, since those requirements are often infinite and varied. This applies to electronic resources such as e-books as much as it does to print. Interlibrary loan has been the mechanism by which librarians could reach beyond the limited resources of their institutions to support research. Librarians striving to fulfill this need are concerned that the e-book distribution models may not provide a parallel mechanism. I think pay-perview models may eventually fill this need (McKiel, 2007) . Vigen and Paulson (2003) , in their paper on e-book ILL, reinforce the argument, stating:
With electronic books the shipping costs and delays are eliminated, leaving room for a new concept of "inter-lending", provided by aggregators in the information chain. Costs previously associated with traditional interlibrary loan could in this way be used to pay for temporary access to electronic books (renting them) (Vigen and Paulson, 2003) .
This question of where the future lies for the scholarly interlending book market is of great interest to ILL librarians. According to the 2002 ARL ILL Study, about 45 percent of all ILL transactions among Association of Research Libraries (ARL) participating libraries were for returnables, i.e. loans (Jackson, 2004) . This percentage is probably reflective of the overall ILL market where millions of transactions are reported annually by ARL libraries (Association of Research Libraries, 2006) . Given what is at stake, ILL departments need to find ways to make the electronic version of books not held by their library accessible for their users or risk closing off access if and when the print is not available. While the print version of a book is readily available, libraries will continue to offer traditional ILL to their users. This could all change, particularly in the scholarly literature environment. A large critical mass of e-books is now available from scholarly publishers, particularly in the sciences (Watson, 2004) . E-book records in the CISTI Catalogue now number over 20,000 as of the writing of this paper. If publishers ever decide to stop printing books in favor of electronic-only editions, what will this mean for library users? For electronic journals this possibility is very real -can scholarly books be far behind? Before this happens, libraries need to come up with new models for lending e-books, which, given the current paradigm of e-book publishing, means finding ways to co-operate with the publishing community.
Project management across barriers of space and time While the focus of the eBook Loan Project was the introduction of a new service for libraries and end-users, the project itself demonstrated best practices associated with management of projects over barriers of geography and time zones. The fully collaborative nature of an international project to implement an electronic service with an infrastructure stretching across two continents meant that creating a tight relationship with the right partner was critical for success. The initial cementing of that relationship occurred over the course of two early meetings of the sponsors from CISTI and MyiLibrary before the project began, where agreement on the concept and project scope were reached. This bond was carried through into the project and reinforced by strong communication between the project teams in both organizations. Relationship management is important in libraries, particularly with their client-driven service orientation. Burich et al. (2006) observed the same dynamic at work in collaborative projects involving libraries.
Throughout the duration of the project, which lasted about a year, direct meetings between the project teams in both organizations were not possible, since team members were spread over different locations on two continents (Niagara Falls, Canada and Ringwood, Hampshire, UK, for MyiLibrary and Ottawa, Canada, for CISTI). Furthermore, there was a lack of financial resources to arrange such meetings. Apart from those two early face-to-face meetings, all project communications between team members from the two organizations were done by teleconference, phone or e-mail.
This lack of direct contact puts additional pressure on project teams, particularly in public-private collaborations such as those between libraries and commercial enterprises. These kinds of collaborations usually require libraries and librarians to adopt approaches taken in the commercial sphere in order to succeed (Burich et al., 2006) . In fact, CISTI has in recent years more closely aligned itself with project management objectives found in the private sector, such as adopting justification criteria like return-on-investment in support of its institutional client-focused orientation.
The challenge of communication for project teams that are spread over space and time is documented in the literature. Espinosa et al. (2006) conclude that time differences have an even greater critical impact on projects than geography alone because of the need for project teams to work synchronously:
. . . it is not so much face-to-face interaction that is vital to global IS project success, but rather the ability to interact synchronously and interactively when needed, which is not affected by distance, but severely hampered by time separation (Espinosa et al., 2006) .
To deal with time separation, more frequent communication, flexible work schedules to increase time overlap, task programming, and tighter project controls have all been used by project teams as important means of maintaining coordination in international projects (Espinosa et al., 2006) .
In the case of this project some, if not all, of these coping mechanisms were used at one time or another. Task programming mechanisms in particular, such as task lists with milestones, were developed and exchanged among the project's team members to ensure that everyone had their assigned work and timelines to follow. This, combined with a considerable amount of trust, minimized the need for the project managers to check on progress.
When communicating by e-mail or phone, particularly when the matter is pressing, thought has to be put into how to communicate appropriately, while taking into account the receiver, in order to be successful in achieving the desired ends:
When deciding what and how to send a message, the IRPM [project manager] who recognizes that communication is interactive will consider the needs, desires, experiences, etc. of the receiver (Gillard and Joharisen, 2004 ).
This issue was critical to an international project such as this one when e-mail, which often lacks depth or subtlety, was the norm, and face-to-face communication was not possible. The fact that this project was a success despite working under this handicap is not surprising, since other projects have found success under similar conditions:
The majority of IT project teams exhibit a high degree of electronic communication, regardless of whether or not the members are co-located. This suggests a smoother transition than might be expected, as teams become more distributed across time and geography (Beise et al., 2004) .
However, an outcome of all of this e-mailing is the extra time spent by the project leadership managing timely and appropriate communication during the project (Gillard and Joharisen, 2004) .
The eBook Loan Service Project
In August 2006, a project team was assembled at CISTI to undertake the development of a unique new electronic interlending service in an exciting new way for CISTI: eBook Loans, to be co-developed with an external commercial partner, MyiLibrary (UK). This paper examines the project from the perspective of the CISTI team members.
The project was undertaken as the result of an internal discussion at CISTI about how to solve a straightforward business problem. CISTI was collecting e-books, primarily for National Research Council Canada (NRC) researchers, for whom CISTI is their library, and was seeking a way to provide access to this growing e-book collection for its library clients. In attempting to do this, CISTI encountered the usual barriers other libraries had faced: restrictive e-book licences and publisher TPMs. CISTI therefore sought an out-of-thebox solution to the problem in the form of a collaborative partnership with an e-book aggregator who had the rights to disseminate e-books, which CISTI did not. MyiLibrary, a vendor very interested in new approaches to e-book dissemination and increasing its market, agreed to collaborate with CISTI on a project to develop a new e-book lending service.
Before the two partners embarked on any outlay of funds, a scan of the environment was performed together with a sample of CISTI library clients, to determine whether this kind of short-term e-book access was of interest. The resulting message received back through the survey results was an encouraging "yes!", with 59 percent saying they would consider borrowing e-books from CISTI before even seeing the service. Following this, the two partners took the next step of entering into a development, marketing and service agreement for a project to implement the new service.
Managing an international project with a commercial partner
In addition to the unique nature of the eBook Loan Service model, the project management process was fairly unprecedented for the organization. CISTI has a long history of project management, but primarily within its own organization and within the broader NRC. There have been exceptions, such as the development of a document delivery partnership with the Canadian Agriculture Library in 1997. A more recent exception was the collaborative project between CISTI's publishing department (NRC Research Press) and Australia's Commonwealth Scientific and Industrial Research Organisation (CSIRO) Publishing, whereby two international scientific publishers collaborated to develop an online submission and peer review system (OSPREY) for their journals (Best and Akerman, 2007) . All told, however, the eBook Loans project demanded innovative approaches of CISTI project team members to accomplish the task set for them.
At the outset, the main risks associated with the project from the CISTI perspective and addressed here were:
. the co-development of a new library service model with an external, commercial partner;
. the geographical and organizational distances between the two parties;
. the loading of the publisher metadata onto the CISTI Catalogue platform;
. client acceptance of the new business model; and . the procurement of metadata and a share of an e-commerce service by CISTI from MyiLibrary as part of a collaboration, something rarely done at CISTI: this risk was successfully managed as a side activity to the main project following the procurement rules of the National Research Council.
Project management approach
It was agreed at the beginning that the new service would be a joint development project conducted by CISTI and MyiLibrary. Each would contribute something to the project. MyiLibrary, which controlled the e-book content and payment servers and had the e-book metadata, would be responsible for negotiating with its publisher partners for the right to offer a short-term loan of their e-book content, programming the new eBook Loan Service changes to their platform including a shopping cart and payment server. They would provide the publisher e-book metadata for loading on the CISTI Catalogue, allowing clients to link to the full-text e-books on their content server upon payment. CISTI would be responsible for technology architecture, business analysis, metadata management and loading, website design input and translation, marketing and business support.
The CISTI eBook Loan Service project team's mission was to develop a service, in collaboration with its partner, MyiLibrary, that would allow a library user to borrow an e-book, primarily in the fields of STM, for a specified period of time, for a reasonable cost ($US25) for one month, payable by credit card and granting immediate access to the desired book by way of a URL link sent in an e-mail to the borrower. The borrower would then be able to read the e-book at their convenience any time during the one-month loan period, and print off typically a chapter or 10 percent of the book's content (depending on agreements negotiated by MyiLibrary with individual publishers).
The CISTI project team was composed of a dedicated, experienced group of people who, collectively, brought to the table the skills required to develop a successful service: a technology architect, a business systems analyst, a client services specialist, a usability expert, a marketing officer, a communications officer, a graphic designer, a data analysis specialist, the manager of information access and delivery operations, and a project manager. CISTI's translator also made a significant contribution, as the service had to be available in English and French, in keeping with Canadian federal government language regulations. One of the factors of success that was identified at the project's wrap-up meeting was that there was a sense of a probable successful outcome for the project from its inception, and the team sustained this enthusiasm for the project through to its completion.
They were joined in this endeavor by a matching dedicated team at MyiLibrary, which included the project manager, the programmer, website designer, publisher negotiators and marketing staff.
As noted by Best and Akerman (2007) in the OSPREY project:
. . . a key benefit to a collaborative approach is the ability to share resources (i.e., people and money) and to gather a broader set of requirements. Our experiences have shown us that identifying the roles and responsibilities, following sound project management principles, and effectively communicating among team members, users and stakeholders are critical for success.
It was of critical importance, then, that team members on both sides demonstrated a common understanding and commitment to the project.
Project goals
The defined deliverables for the project included:
. memorandum of agreement between CISTI and MyiLibrary;
. business plan with revenue and cost-sharing models established for CISTI, MyiLibrary and the publishers;
. e-book metadata records from the sciences, technology, medicine, business and social sciences loaded in the CISTI catalogue;
. eBook Loan Service website, co-branded with CISTI/ MyiLibrary logos, bilingual;
. link between the CISTI catalogue and MyiLibrary e-commerce server to allow clients to borrow e-books with secure credit card payment;
. method for tracking the number of clients referred to the eBook Loans Service via the CISTI catalogue;
. client support process;
. a launched eBook Loan Service; and . marketing plan.
The development of the eBook Loans Service would be shared as follows: CISTI would purchase metadata supplied by MyiLibrary for 20,000 þ e-books from a variety of STM and social science publishers, including Springer, Elsevier, Taylor & Francis and Canada's own NRC Research Press, among many others. The participation of these publishers would be negotiated by MyiLibrary. CISTI would load the metadata into the CISTI catalogue, enabling clients to search for e-books. Their selection having been made, the client would then be linked directly to the MyiLibrary e-commerce site, where they would complete their loan transaction. The project team's challenge was to determine how this was going to work.
The first step at CISTI was for members of the project team to sit down with the CISTI technology architect, and come up with a clear picture of what the system would look like. The service would have to be flexible to accommodate three different possible user scenarios: 1 an intermediary such as an ILL librarian purchasing the e-book loan on behalf of their client ( Figure 1) ; 2 the end user as purchaser of the e-book loan ( Figure 2) ; and 3 the NRC user who would be exempt from paying with a credit card, since CISTI would be paying on their behalf.
A key part of the agreement between CISTI and MyiLibrary was that MyiLibrary would pay CISTI a commission on the total net revenue received by MyiLibrary from all eBook Loan Service clients (see Figure 2) . A use case document developed by CISTI's business analyst became the blueprint for the development that went on at the MyiLibrary end. This document detailed the stepby-step functional requirements for the eBook Loan Service.
After discussion and revision, the team agreed that the final scope of the service was to include the following:
. Each MyiLibrary book in the CISTI Catalogue links the client to the CISTI-MyiLibrary eBook Loan Service, where they are able to "borrow" an e-book for $US25 for a one-month loan period. . All other users of the system, whether intermediary librarians or end-users, pay a fee for each e-book loan transaction through the MyiLibrary secure credit card payment server.
. Once a transaction is completed, the end-user client of the eBook Loan Service receives an e-mail with a link to the e-book they have borrowed. This link remains active for the one-month (30-day) loan period. The client is able to access their e-book via this link at any time during the loan period and download or print a portion of that book, typically one chapter or 10 percent (the actual number of pages contingent on individual agreements negotiated by MyiLibrary with individual publishers). The payer, either an intermediary librarian or an end-user, receives an e-mail confirmation of the loan transaction and can check the current loans they have paid for on the MyiLibrary server.
Project challenges
The main challenges facing the team at CISTI were primarily those of communications, the quality of the metadata, and the timelines and schedule constraints of its MyiLibrary partner. Some of these challenges were pre-identified as risks of the project and some arose during the project. There were also three unforeseen staff changes during the eight-month period of the project's duration.
The challenges facing the MyiLibrary team were primarily those of getting publishers to sign on to a totally new, untried service, and the actual development of the e-commerce site.
Communications
Communication was an integral part of a project that took place across two continents. Without clear and continuous communication it is doubtful the project would have been a success. Most of the communication was done by e-mail and the rest by teleconference. The combined project team never met face-to-face during the entire time-frame of the project.
In the course of the eight months from the striking of the project team to the successful launching of the eBook Loans Service, the following communications took place: At times the distances and preoccupations with other tasks resulted in slow communications and some delays because decisions could not be made or actions taken until both organizational project teams were consulted. The project Steering Committee, which consisted of executives from both organizations as well as the co-project managers and marketing staff, played a coordinating and decision-making role in helping to move the project forward.
The success of the communications between CISTI and MyiLibrary in co-developing the eBook Loan Service was demonstrated around the resolution of certain key project difficulties that arose:
. diacritics and table of contents (TOC) information in the metadata supplied by MyiLibrary not displaying properly in the CISTI catalogue;
. delays in getting the final list of signed publishers; and . whether to implement an additional user ID/password on notification e-mails.
Metadata problems: diacritics and TOC An initial sample of 755 metadata records was received from MyiLibrary by CISTI's data analysis specialist in the second week of October 2007. One week later, with the records loaded on to CISTI's catalogue test server via a customized load table from Innovative Interfaces, Inc., CISTI's catalogue vendor, two problems had become apparent: 1 any records containing diacritics were not displaying correctly in the CISTI catalogue; and 2 the table of contents data in the 505 MARC tag field was displaying in long, run-on strings that were simply ugly and difficult to read.
Much communication then ensued over the next four months between CISTI's and MyiLibrary's project managers, and between CISTI's data analyst and Innovative Interfaces, Inc. It was finally agreed that field 505 would be excluded from the records in the CISTI catalogue, but that MyiLibrary would make the table of content information available to the client upon arriving at the eBook Loans site. With the diacritics issue, CISTI consulted with Innovative and reached the conclusion that the problem resided with the data being received from MyiLibrary. CISTI was loading the incoming codes according to the MARC-8 character set, but the investigation conducted by Innovative with the incoming records revealed that some diacritic codes were incorrect. The majority of the problems were with author names and original language titles. Therefore, from the clients' point of view, searching for a title or by subject would not pose a problem, but searching for works by a particular foreign-language author would. The problem was occurring in about 6 percent of the records.
MyiLibrary was eventually able to pinpoint the problem as occurring at their end. MyiLibrary's project manager reported to CISTI's project manager that:
Given the relatively small percentage of data affected by the diacritics problem, CISTI's project sponsor was willing to accept the offer of a future-fix. It should also be pointed out that at that time, the sample of metadata that had been loaded at CISTI did not include metadata for e-books from Springer and Elsevier, as they had not yet agreed to sign on to the service. The addition of these two major publishers resulted in a positive "drowning" effect on the diacritics problem, as the majority of their e-books are published in non-Eastern European languages.
Getting publishers signed on Perhaps the biggest hurdle for the CISTI and MyiLibrary project teams to overcome was the difficulty in getting a final list of publishers signed on for the service. This created a number of complications right up to the end of the project.
As already noted above, the metadata that MyiLibrary had sent to CISTI included e-books from publishers such as Springer and Elsevier, who did not actually sign on until the eleventh hour. In order to accommodate this risky situation, as the final launch date approached, the decision had to be made at CISTI to go ahead and load all the metadata as suppressed (meaning the metadata would be in the CISTI catalogue but not available for public view), and then to unsuppress only those records from publishers who had signed on by the launch date.
While negotiations were continuing between MyiLibrary and the publishers, it also meant delays for CISTI's marketing staff, who were keen to be able to inform their interested clients which publishers' e-books would be available through the new service. Because MyiLibrary was so confident that they would be able to sign the large publishers -Springer and Elsevier -the original launch date was postponed several times to accommodate their need for more time. Originally, the goal was to launch the service at the American Library Association's (ALA) midwinter meeting in Seattle, Washington, in January 2007, then March 21, March 28, and finally April 11, 2007 . It was agreed between the two project teams that April 11 was to be a firm date. CISTI's data analysis specialist would unsuppress the metadata of the publishers who had signed by that date, and the marketing strategy would be adjusted accordingly. The excellent rapport that had been established over the course of the project between the marketing officers at CISTI and MyiLibrary ensured that announcements, promotional cards, and official press releases were all executed accurately and in adherence to the shifting time-line. Because of the hard work of the negotiators, MyiLibrary signed Springer and Elsevier very shortly before the official launch and they were included in the first release.
Notification e-mails
In any collaborative partnership, it would be unrealistic not to run up against a difference of opinion. For CISTI and MyiLibrary this occurred over the issue of notification e-mails for accessing eBook Loans. As a library, CISTI expected an emphasis on client usability and the minimization of barriers; as an aggregator, MyiLibrary had a legitimate business concern about unauthorized use and the features available to end-users.
An original understanding between CISTI and MyiLibrary was that a user of the service would be able to click on the e-mail notification URL and transparently access the borrowed e-book (using an encrypted hash within the URL string, or similar mechanism). Near the end of the project, however, a new approach was put forward to introduce a username/ password prompt that would be invoked when the user clicked on the e-mail notification URL received after purchasing an e-book loan. The MyiLibrary project team believed this approach to be a better way to secure use and prevent unauthorized sharing of the e-books through open sharing of the URL. MyiLibrary also made the case that providing a username/password at the end-user level would enhance customer support by enabling the customer to view all the current eBook Loans linked to their personal e-mail address.
CISTI took the position that the addition of a second login procedure (the first being the initial registration/login) could have a significant negative impact on the service's overall usability because it would create an added barrier to accessing the content, while not truly securing the e-book to one user if the username/password were to be shared. The concern with this approach was that additional barriers might in fact frustrate users and reduce satisfaction, use and revenues of the new service without fully securing the e-book content from unauthorized use.
Clearly it was in CISTI's and MyiLibrary's mutual interest to design and build the best possible service for future clients, and ease-of-use was of primary importance in this regard.
Communications around the e-mail notification username/ password issue were necessary at the higher level, including the project steering committee heads from both CISTI and MyiLibrary. Some of the arguments put forth by CISTI in defense of not adding the additional authorization barrier included the fact that an e-book has rights management on its paging and printing, the loan would expire after four weeks regardless, and there was adequate notification and warning around terms and conditions of use of the service to deter misuse.
At the end an agreement was reached that no additional username/password barrier would be added, but if it turned out that there was systematic abuse by means of unauthorized URL sharing, CISTI and MyiLibrary would revisit the issue and find solutions for dealing with that abuse.
Keeping a problem log and incorporating client feedback A final word must be said about a "best practice" that was utilized to its full potential, proving highly beneficial to both the success of the project and to the service itself: the bug-log.
The eBook Loans Service was first demonstrated, prelaunch, at the 2007 ALA midwinter meeting, where much positive interest was generated by the CISTI and MyiLibrary marketing teams. Post-meeting, CISTI's business analyst generated a bug-log, with feedback from selected beta testers and CISTI project team members regarding "bugs" or those things that just were not working as planned with the service.
This log served as the main means of communication between CISTI and the MyiLibrary systems developer in the final weeks leading up to the April 11 launch date. All bugs observed by CISTI team members and testers were reported directly to the CISTI business analyst, who compiled them in the bug log spreadsheet, and then forwarded same to the MyiLibrary project manager for collation and dissemination to the MyiLibrary systems development team.
The bugs recorded in the log ranged from those requiring a technical fix, for example, the "remove this item from your loan cart" button was not working in the eBook Loans cart screen, to minor corrections in the text of the service's interface. The bug log continues to be used post-launch as a forum for suggested improvements to the service's anticipated future iterations.
Project findings
This project was a success because all the participants -CISTI, MyiLibrary, scholarly publishers, as well as the libraries and end-users they serve -share the common goal of seeing e-books more accessible. For this reason, and given the fact that CISTI is a public sector organization and MyiLibrary is a commercial enterprise, the shared vision carried the project and the project team through to a successful conclusion. MyiLibrary invested approximately two-thirds of the total cost of the project and CISTI approximately one-third. The project was a small one by CISTI standards, costing the organization about $70,000 CAD in purchases and just over 1,000 person hours of work. Both parties believe it to have been a worthwhile investment.
Project benefits .
The development of the eBook Loans Service has provided CISTI with a unique opportunity to become a market leader in e-book provision. Before the development of eBook Loans there was no existing stand-alone e-book loan service available from a library. eBook Loans has the potential to open up e-books to a wider audience by offering affordable access to a wide variety of e-books previously available only through purchase or group subscription. Since it was launched in April 2007, client feedback from the library community has been overwhelmingly positive with much interest shown in learning more about the service model. Some have also expressed the standard caution in regard to the acceptance of e-books by patrons used to receiving print book interlibrary loans and pricing. At the time of writing, libraries are still experimenting with the service, making interpretation of existing usage data premature.
. Offering eBook Loans is consistent with CISTI's strategic goals of offering universal, seamless access to information through new tools and services and developing a sustainable partnership model for access to STM information. With this new service in place, CISTI believes it will gradually be able to move from a wholly print book loan service model to a mixed model and eventually to a fully electronic delivery model.
. Finally, users of the eBook Loan Service avoid the processing costs, delivery delays and potential losses associated with print book loans.
Conclusion
The eBook Loan Service project and the implementation of the service break the barriers of time, distance and cost. The purpose of this CISTI project and the service was to introduce a new, affordable cost model for accessing scholarly e-books not held by libraries. CISTI took a practical approach to increasing access to scholarly information found in commercially published e-books, making them more affordable on an item-by-item basis, collaborating with an e-book aggregator and publishers, reusing an existing infrastructure and, as a result, advancing the overall cause of making scholarly literature seamlessly available for libraries and users.
The Service does not strictly follow the traditional ILL service model, which implies the free (and sometimes feebased) exchange of physical books among libraries from their own purchased collections. Furthermore, the Service does not resolve the issue of fair use or fair dealing in e-books, because the primary goal was to improve client access to e-books relative to the existing models of licensing and purchase.
This Service is consistent with document supply services offered by national libraries such as CISTI and the British Library. As a central document supplying library, CISTI is in an ideal position to explore new access models for electronic materials such as e-books and e-journals. Where other libraries and consortia rely on collective licences for their users, CISTI can focus on meeting the unmet needs of individual libraries and users.
So what does the future hold?
Usage between the April 2007 launch and December 2007 has been a modest 491 e-book loans, processed mostly by researchers in the National Research Council who enjoy barrier-free access to the service. While there has been great interest demonstrated everywhere the service has been promoted at conferences, at group and individual meetings, libraries are still struggling with how to integrate e-books into their user services. There are legitimate questions of usability and user acceptance that remain to be addressed. For ILL departments, offering an e-book instead of a print book to a user presents risks and the credit card payment model is still a barrier for many.
CISTI already recognizes that the eBook Loan Service will need to adapt to adjust to unmet client expectations for easier access. The initial payment model is pay-per-view by credit card. CISTI intends to work with other organizations to facilitate other forms of payment. For those without credit cards, CISTI is currently working on a model by which the client can order directly from CISTI. CISTI would then process the e-book loan on their behalf and charge them through a wider variety of payment methods such as IFM and invoice.
CISTI and MyiLibrary plan to expand the service to include more publishers and other providers worldwide to ensure that users have the fullest range of choice. It should be expected that new electronic access models for e-books will emerge as demand increases and consumers of information demand better access. This can only be good news for everyone concerned. Libraries need to be part of the solution.
